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The flexibility of markets and international agreements have lured a growing number of companies to expand their business beyond frontiers in search for new markets and a bigger business network. Specifically, expatriates became keystones to implant and promote the so desired expansion into international markets, Particularly, Fly-in fly-out (FIFO) flexpatriates. Although FIFO work practices are widely used, little is known about how to promote these professionals’ perceived job satisfaction (JS) across the course of their work cycles. That is why the goal of our research is to test the positive psychological capital (PsyCap) applicability to Portuguese FIFO flexpatriates. In the midst of the positive psychology theories, Luthans et al. (2007b) underline that workers are the psychological capital of any organization. Therefore, the development of the PsyCap becomes crucial and also contributes to the promotion of JS, nowadays a construct intertwined with well-being. As such, we developed and applied a HERO–(hope, self-efficacy, resilience, and optimism)–micro-intervention in order to assess whether it moderated the relationship between a FIFO flexpatriates PsyCap and their JS. The research took place over three distinct moments, both PsyCap and JS were measured before and after the HERO micro-intervention, and again 3 months later. The data collected shows that a positive correlation exists between FIFO flexpatriates PsyCap and JS. Moreover, our results pointed out that the micro-intervention enhanced FIFO flexpatriates PsyCap, and also showed that this increase lasted over (at least) 3 months.
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INTRODUCTION

Fly-in fly-out is a model of international work applied to organizational flexpatriates with permanent residence in the country of origin; it is defined by frequent temporary journeys abroad (no more than 6 months) working for a company to perform management and/or formation jobs, to develop specific projects or to fill in the flexibility demands of the company (Torkington et al., 2011; Pini and Mayes, 2012; Brook et al., 2020).

However, the type of functions performed by FIFO flexpatriates and the constant distance from their families and friends’ raises concerns about health and safety, disturbances in social and family life, quality of work, effects on productivity performance, and job dissatisfaction. These workers have higher levels of stress, anxiety, and depression than the general population (Albrecht and Anglim, 2018; Center for Transformative Work Design (CTWD), 2018). Periods of medical discharge and frequent turnover, therefore, is considered to be in the best interest of companies to develop and apply strategies to promote the well-being of these workers. Organizations need to not only address the non-financial needs of their workers, but also to look to the development of their perceived support, job satisfaction (JS), and adjustment to the FIFO lifestyle (Brook et al., 2020). In practice, when an environment is challenging, people need additional resources (Basinska and Rozkwitalska, 2020).

In recent years it has become clear from the trends appearing in this literature that there are interventions that can help prevent widespread and escalating problems, intervention options that could assist once an issue arises, and intervention options for follow-up and improvements (Brook et al., 2020). Our study followed the theories of Fred Luthans et al., who combined theories of positivist psychology with the concepts of business management. In an increasingly competitive world the workers performance and workforce are the companies’ positive psychological capital (PsyCap). This mental potentiality was central in our study to understand the way in which company’s employees can develop the desirable positive psychological states and defining which techniques and methods work best when applied locally.

Positive psychological capital can be enhanced through the superior basic construct PsyCap that integrates four other constructs: hope, self-efficacy, resilience, and optimism (Luthans et al., 2015). The four constructs are considered to be state-like and, as such, capable of being developed (Luthans et al., 2007a) and altered. These four PsyCap constructs can contribute to an explanatory style through internalized perceptions of being in control. Each of the four capacities interacts with each other in order to create a unique way of acting (Luthans et al., 2007b).

According to Donaldson et al. (2020) positive organizational psychology interventions that target and improve hope, efficacy, resilience, and optimism (HERO) can be highly effective and a robust way to improve well-being and positive functioning at work across diverse geographical regions and cultures. In their study the authors found that PsyCap is strongly associated with workplace proactivity, proficiency, adaptivity, and overall work performance across 15 nations.

Following this, we assume that FIFO workers can see their resilience threatened by the loss of the social environment familiar to them; however, they can resort to hope in order to create new ways to face obstacles and rebuild their social relationships (Luthans et al., 2007b). Flexpatriates can enhance their resilience, analyzing the present unstable situation as being only temporary and/or transitory. This way of looking at the situation makes them aware of the need of some adjustment skills on their part for everything to go smoothly, which, in turn, will contribute to increase their resilience and performance, and leading to a new way of facing similar situations. Therefore, general well-being and JS are harnessed. Those who show a high PsyCap are flexible and adaptable to the changing needs of their jobs, while at the same time their PsyCap helps them maintain good levels of competence and well-being.

As PsyCap establishes itself in organizations, the question arises whether if the acquired skills are long lasting or deteriorate over time and requiring new interventions. We believe that PsyCap is a dynamic strategy in terms of creating resources to face the challenges imposed by the job requirements.

Studies carried out so far by different authors, in different environments and cultures, indicate that PsyCap can be used and adapted to cultural differences, so it can be used in the most diverse countries and cultures (Luthans et al., 2007b), which was verified in the Portuguese case.

In the same measure, and taking into account the same theories of positive psychology, we consider that JS is an essential factor for the well-being of workers and their good performance. It is also important for companies to take into account the degree of satisfaction of their workers in order to ensure a good performance in their functions, enhancing and optimizing the capacities of the business environment.

The present research intended to understand the relationship between the PsyCap and JS and more specifically understand if a micro-intervention to promote the employees PsyCap HERO (developing internal strategies to deal with and overcome adverse situations at a professional and personal level) would positively reflect on their JS degree. We used the guidelines provided by Luthans et al. (2007a), adapting the micro-intervention to the Portuguese organizational reality and to the specificity of FIFO demands.

The aim is to verify if this micro-formation method, already validated and tested in different professional contexts and particularly in an organizational environment, is also applicable to FIFO flexpatriates, contributing to JS and, subsequently, to the employees well-being in general.

To the purpose of this research, following Luthans and Youssef (2004), Luthans et al. (2007a), PsyCap means a positive psychological individual state regarding goals, defined by the self-efficacy to use the necessary effort, optimism about present and future success, hope to create pathways, and resilience to cope with obstacles and challenges. The definition of JS was constructed based on a broad approach to the classical definitions (Hoppock, 1935; Herzberg, 1964; Locke, 1969, 1976; Smith et al., 1969; Spector, 1985, 1997, 2006, 2012; Weiss and Brief, 2001)1 and the more recent studies on well-being (Diener et al., 19972; Diener, 2000; Judge and Klinger, 20083; Siqueira and Padovam, 2008; Diener et al., 2009; Youssef-Morgan and Luthans, 20154). JS is an individual emotional and cognitive evaluation regarding all aspects concerning the person’s job that reflects itself on the person’s attitudes toward the job and company and on the general well-being of the person.



MATERIALS AND METHODS


Participants

A total of 143 Portuguese FIFO flexpatriate workers from two multinational companies (energy/IT and lifts/freight elevators), with a shared parent country cultural background and working in partnership to operate in complementary industrial areas, were randomly divided into two groups: control group (CG) with 75 participants and experimental group (EG) with 68 participants. The two groups were identical (see Table 1).


TABLE 1. Sociodemographic characteristics of participants at baseline.
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Methodology

This study is of a quantitative nature (Quivy and Campenhoudt, 1992), specifically the study was designed using a quasi-experimental longitudinal methodology. It intended to answer the question. Can a micro intervention influence the relationship between PsyCap and JS? In order to answer this question three hypotheses were developed.


Hypothesis 1

PsyCap positively influences JS of FIFO flexpatriates.



Hypothesis 2

A HERO micro intervention moderates the relation between a FIFO flexpatriate PsyCap and JS PSYCAP.



Hypothesis 3

The positive influence of the HERO micro intervention to increase the FIFO flexpatriate PsyCap lasts, at least, for 3 months.

To corroborate them, we followed the experimental plan depicted on the procedure section (see Figure 1).
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FIGURE 1. Experimental plan.




Measurement


In Addition to the Basic Characterization Variables

Demographic characteristics (gender, age, marital status, education, and job), job description (years working in the company and at a specific job) and specific FIFO characteristics (years working as flexpatriate and time spent away from home)–the following two variables were also assessed.


Job satisfaction survey

Job satisfaction was assessed using the JS Survey developed by Spector (1985), which is a 36-item on a 6-point scale survey measuring 9 job dimensions and global JS. The coefficient alpha for global scale was 0.98 and 0.88 for salary, 0.90 for promotion, 0.90 for supervision, 0.84 for fringe benefits, 0.88 for contingency rewards, 0.89 for colleagues, and 0.90 for job nature.



PsyCap questionnnaire

The PsyCap Questionnaire developed by Luthans et al. (2007a) consists of 24 items on a 6-point scale to assess hope, self-efficacy, optimism, and resilience. The coefficient alpha for global scale was 0.98. Subscales values are 0.97 for self-efficacy, 0.96 for hope, 0.94 for resilience, and 0.95 for optimism.



Normality

The normality of the data distribution was analyzed using the kolmogorov-smirnov (KS) test, which is based on the comparison of the expected values (referred to as theoretical distribution) with the observed values (referred to as empirical distribution), and for equal or greater samples to 30. This test not only reveals a high sensitivity to the sample size, but it also systematically indicates the rejection of the hypothesis of normal distribution (Martinez and Ferreira, 2007).

One of the proposals found in the literature to overcome this situation is the use of the central limit theorem, which consists of two processes of division. On the one hand, the value of the skewness coefficient (Skewness) is divided by its standard error (Standard Error of Skewness). On the other hand, the value of the kurtosis coefficient (Kurtosis) is also divided by its standard error (Standard Error of Kurtosis). When the results of these processes are within the reference range [-1.96; 1.96], we can say that the distribution is approximately normal.

A detailed analysis of the distribution of the data that make up the global scales, as well as the dimensions that compose them, shows that the coefficients of asymmetry and kurtosis are within the reference ranges for an approximately normal distribution (see Table 2).


TABLE 2. Asymmetry and kurtosis coefficients (global scales and subscales).

[image: Table 2]


FIFO Flexpatriates Satisfaction

Furthermore, two specific FIFO questions were contemplated in this study. These regarded their level of satisfaction with frequent journeys and their level of satisfaction with nights spent abroad.



Procedure

The research was developed in three distinct moments. All participants completed the pre-test survey (moment 1 = T0) and then the participants assigned to the EG completed a 3-h micro-intervention (see Table 3) that aimed at for an increase in FIFO flexpatriates PsyCap. Prior to the intervention, the importance of positive and negative emotions on job performance and satisfaction were explained, as well as the goal of the intervention. After the intervention, all the participants assigned to EG completed the post-test survey (moment 2 = T1). 3 months later, all participants (EG and CG) completed the survey again (moment 3 = T2). These procedures are depicted in Figure 1.


TABLE 3. Micro-intervention “Well-Being Challenge.”
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Statistical Analyses

Statistical analyses using SPSS (descriptive analysis and inferential analysis) were performed. To test Hypothesis 1, PsyCap positively influences JS of FIFO flexpatriates, Pearson Correlations were carried out. To test Hypothesis 2, A HERO micro intervention positively moderates the relation between a FIFO flexpatriate PsyCap and JS, regression analyses were performed to test the moderating effect of the intervention on the relationship between PsyCap and JS. Finally, to test Hypothesis 3, the positive influence of the HERO micro intervention to increase the FIFO flexpatriate PsyCap lasts, at least, for 3 months, a t- test was performed for paired samples that aimed to assess the behavior of employees in two distinct moments.



RESULTS

The data collected through the instruments described above were analyzed with IBM’s Statistical Package (SPSS) and produced the following results.


FIFO Flexpatriates PsyCap Influence on Job Satisfaction

The association between the variables under study is shown in Table 4 for all testing moments.


TABLE 4. Correlations for study variables.

[image: Table 4]The correlations between PsyCap and JS, at T0 (before HERO), suggest that the higher the PsyCap levels, the more satisfied the participants are with their job (r = 0.876, p < 0.001). This association continues at T1 (after HERO), despite being weaker (r = 0.380, p < 0.001), and intensifies again (r = 0.520, p < 0.001) at T2 (3 months after the IM).



A HERO Micro Intervention Moderates the Relation Between a FIFO Flexpatriate PsyCap and Job Satisfaction

In order to test the second hypothesis, it is important to know the moderating role of the HERO intervention performed, in the relationship between the PsyCap and the JS. To this end, the moderating variable was transformed into a dummy (0 = No and 1 = Yes), with 1 being the reference category.

To facilitate the interpretation of the data, the CPP and ST were recoded according to the midpoint of the scale, culminating in three reference points. Thus, it was considered that the moderate level of PsyCap corresponds to the value of the mean (M = 4.82; SD = 0.44), more or less a standard deviation [4.38 to 5.26], the low level oscillates between 1 and 4.37, and the between 5.27 and 6.0. The same procedure was followed for JS (M = 4.31; SD = 0.48), with the following values being obtained: low satisfaction varies between 1 and 3.82; moderate satisfaction between 3.83 and 4.79; and high satisfaction between 4.80 and 6.0.

The linear model explains 48.8% (adjusted R2 = 0.488, p < 0.001) of the variation in the JS level, the same being significant [F(3,139) = 46,177, p < 0.001]. The significant interaction effect (t = −2,556, p < 0.001), points to the existence of moderation. In addition to this finding, we can say that moderation reveals a negative effect (B = −0.423) on JS. Consequently, it is concluded that the intensity of the relationship between the constructs decreases in the participants who did not attend the HERO micro intervention.

The interaction effect is negative, because when employees do not attend HERO, the effect of PsyCap on JS is smaller. It was also possible to verify that PsyCap (β = 0.630, t = 7,243, p < 0.001) has a significant effect on JS, both in the CG and in the EG. However, for the employees who were the target of HERO (GE), this effect is bigger. The results obtained also demonstrate that HERO also has a positive impact on JS (β = 0.438, t = 4,515, and p < 0.001) (see Figure 2).
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FIGURE 2. Correlation between micro-intervention, PPC, and JS. Ml, micro-intervention; ST, job satisfaction; CPP, PPC Sim = Yes; Não, no; Baixo, low; Moderado, moderate; Elevado, high.


In view of the above, we can conclude that, after the HERO micro intervention, the levels of PsyCap and JS differ significantly depending on the group to which the participants belong, with the mean values of the EG being higher than those of the CG. The results also reveal the existence of a positive association between the PsyCap and JS. It is also concluded that the HERO micro intervention performed moderates the relationship between the PsyCap and the JS.



Duration of the Positive Influence of the HERO Micro Intervention on FIFO Flexpatriates PsyCap and Job Satisfaction

In view of the above and taking into account the goals of this study, it was important to assess whether the PsyCap and JS of the participants belonging to the EG increased over the various moments of evaluation. For this purpose, we used paired samples t-tests.

The results obtained, which can be analyzed in Table 5, make it evident that there are statistically significant differences in the PsyCap [T0: t(67) = −9,656, p < 0.001; T1: t(67) = −10,671, p < 0.001; T2: t(67) = −5,607, p < 0.001] and in JS [T0: t(67) = −10,595, p < 0.001; T1: t(67) = −12,323, p < 0.001; T2: t(67) = −2.145, p < 0.05] between all the evaluated moments. Furthermore, it is possible to notice that from one moment to the next the average values increased for both variables. FIFO flexpatriates satisfaction with frequent journeys and nights spent abroad.


TABLE 5. Fly-in fly-out flexpatriates mean and standard deviation over time.

[image: Table 5]Comparing the results obtained on the first and third moments (see Table 6), we understand that the levels of satisfaction of the EG rise significantly from the first moment (before the micro-intervention) to the third moment (3 months after the micro-intervention). On the contrary, the CG similar results in both moments (slightly lower values, statistically not relevant).


TABLE 6. Satisfaction with journeys and nights spent abroad.
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DISCUSSION

Concerning the PSYCAP influence on the degree of JS of flexpatriates under FIFO the study shows that the higher the levels of PSYCAP, the higher the degree of JS of workers. This is evident, with different correlation levels, in all moments of research. The positive correlation between PsyCap and JS is stronger within the EG and its influence decays more rapidly on the flexpatriates included on the CG not subjected to the micro-intervention. These results are in conformity with the studies developed by Luthans et al. (2004, 2006,2007a,b, 2008, 2010, 2015), Luthans and Youssef-Morgan (2017), Lucas et al. (2014), and Alexandre (2017). The research conducted by Serrão (2018) also concluded a positive influence in the work environment, although not specifically with JS. Consequently, our study disproves many researchers (Côté and Morgan, 2002) who doubt the relationship between PsyCap and JS.

We ascertained that the micro-intervention has a moderation function between PsyCap and JS. The variation on the degree of JS demonstrated by both groups (EG and CG) shows that the members of the EG who completed the micro-intervention reveal a stronger correlation between PsyCap and JS and a higher degree of JS. After the micro-intervention, the average values increase for the global scales of PsyCap and JS, but also for the majority of subscales on both constructs. The studies conducted by Dello Russo and Stoykova (2015), Lucas (2015), and Neves (2016) reached the same conclusions.

Therefore, we determined that the effect of PsyCap improvement on JS is highly influenced by the micro-intervention. On the first moment of research, the average values on both groups are consistent. Nevertheless, on the second moment, after the intervention, the differences between both groups are significant. The average values of the EC are higher than those of the CG, confirming the validity and importance of these micro-interventions on the organizations. The results obtained show the validity of these micro-interventions as a useful tool for Human Resources in the Portuguese culture and professional environments, as also attested by the studies of Rego et al. (2010) and Antunes et al. (2017).

The positive influence of the micro-intervention on JS lasts at least 3 months, as proved by the survey made on the third moment of research; Dello Russo and Stoykova (2015) have already suggested this trend. The same is true concerning specific aspects of FIFO work. The participants assigned to the EG reveal a higher degree of JS with the journeys and nights spent abroad than the participants included in the CG.

The higher PsyCaps are self-efficacy and hope on the first moment, but on the third moment is resilience. The most valued JS dimension in all moments is supervision, although colleagues, and communication and work nature are also relevant to the participants. The PsyCap with the most impact on JS on the second moment is resilience and 3 months later (third moment) is optimism.



LIMITATIONS

This kind of study always has a number of limitations regarding the sample and its representativeness and homogeneity. Although we try to diminish this situation, the sample we depend on was acquired in the two companies where we developed the research. Their representativeness is, of course, questionable and impossible to put to a strength test because there are no available data in Portugal considering flexpatriates. However, we try to guarantee certain homogeneity of both the experimental and CGs, although, also in this area, we are once again limited to the companies’ availability.

Also, it is recognized that the size of the present sample may have limited some of the analyses that we intended to conduct. For this reason, it is recommended that future studies include larger samples and consider the differences between individuals, for example with regard to age and professional function.

Considering that both PsyCap and JS involve subjective factors, such as personality traits and psychological characteristics, it would have been relevant to compare the results of the quantitative study with a qualitative approach. However, as this was not essential for the proposed objectives, we chose not to take this path.



IMPLICATIONS

The objective of this research has always had in mind the JS and well-being of corporate employees inserted in the specific international work regime that we conceptualize as FIFO. In this sense, more important were the results obtained regarding flexpatriates in particular, which have implications for the health promotion and well-being and proved to be very promising regarding the use of this type of micro-interventions to improve, among other factors, the daily professional and personal life of employees covered by FIFO.

Our findings have several implications regarding the use of micro-interventions in companies to validate and value their PsyCap, this is, in fact, the added value and advantage they have to face today’s extremely competitive and constantly changing market.

This study is part of a broader panorama of interest in promoting and increasing PsyCap in the professional sphere, promoting health in the workplace and, simultaneously, in the most recent desire to study the specificities of international work and the FIFO work model in particular, contributing to systematically compile the range of coverage it has and the different types of work it can encompass within its specific work model.

Finally, we highlight the link that can be established between PsyCap and JS. The present study clearly reveals a relationship between both constructs and, in our view, the fundamental importance of developing both simultaneously.



CONCLUSION

All evidence collected and analyzed suggests that the answer to the key question that guided the first steps of our work is that the improvement of the PsyCap through the promotion of micro-interventions positively influences the level of JS of the flexpatriates with their jobs in general and with the considered specificities of the FIFO job model. We were able to corroborate our first hypothesis, providing evidence that the PsyCap is a predictor of JS. The second hypothesis was also corroborated, because the medium levels of both global scales of PsyCap and JS increase with the experimental group after the micro-intervention, whereas the same levels remain similar within the CG (without micro-intervention. At last, the data collected on the third moment corroborated the third hypothesis as well, considering that the positive influence of the micro-intervention lasted at least 3 months. Although a lot is yet to be investigated, our study contributed with data to support the importance of micro-interventions to improve the PsyCap and we developed an instrument for the Human Resources Management to apply with international job models, specifically the FIFO model, in the organizational environment in Portugal.

Future studies may not only confirm our findings, but also use them to improve and deepen the content of micro-intervention, dedicating them specifically to FIFO, a work model whose negative psychological effects have not yet been fully investigated and deepened. We opted for the experimental method to fully enjoy the benefits in control and producing specific, relevant, and consistent results, ensuring the possibility of their replication and comparison with other studies that we hope may follow our effort.
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FOOTNOTES

1Consulted in Judge and Locke (1993), MacDonald and Maclntyrem (1997), Santos and Mourão (2011), Guedes (2012), Spector (2012), Dalal (2013), Brenke (2015), Souza et al. (2015), and Sibhoko (2017).

2Consulted in Youssef-Morgan and Luthans (2015).

3Consulted in Siqueira and Padovam (2008).

4Consulted in Arcidiacono and Martino (2016).
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